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DEFENSE PROGR.AM REVIEW COMMITTEE MEETING
ﬂ : November 24, 1970

" Time and Place: 2:37 - 3:50 p.m., White House Situation Room

Subject: Military Manpower Policy

Participation:
- Chairman - Henry A, Kissinger _ OMB - -Mr. James Schlesinger
a ‘ o | ' o /Mr. Ca.spa.r Wembe.rger%_’_
- State - U, Secy, John Irwin :
o Mr. U, Alexis Johnson CEA ‘ -Mr. Herbert Stein
Mr. Thomas Pickering ) ; > ‘
Mr. Seymour Weiss " White House - Mr. Peter Flanigan .
Defense -Mr., David Packard ‘ Selective Service - Mr, Curtis Tarr*®
- Dr. Gardiner I, Tucker - System Mr. Byron Pepitone
Mr. Roger T, Kelley _ :
Mr. William K, Brehm osT ~Dr. Edward David
CIA -Mr. Bruce C, Clarke NSC Staff -Mr. K. Wayne Smith
o . Col. Richard Kennedy
JCs - Lt, Gen. Richard T. Knowles | “Mr. John Court
Maj. Gen. Richard F. Shaefer ‘ Mr. D. Keith Guthrie

ACDA - Vice Adm, John M. Lee
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* Left the meeting priorl to completion of Mr, Brehm's briefing.
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SUMMARY OF CONCLUSIONS

1. A memorandum will be forwarded to the President analyzing the relat1onsh1p
between planned draft calls for the first half of 1971 and the maintenance of planned
overseas deployments through FY 72, The memorandum should clearly set forth
the implications of maintaining draft calls at the present rate in terms of shortfalls
in Army strength in Vietnam and other areas. It should also explain how draft

- calls would have to be increased in order to meet presently planned deployments.

2. A working group will be established under the DPRC to review impori;ant issues
- relating to overall manpower policies, including those identified in Secretary Laird's .
" mmemorandum of November 19, 1970. The Working Group's conclusions will be
submitted to the DPRC for review pr:tor to bemg forwarded to the NSC.
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' Dr, Kissinger: We got this meetmg together because we have found on a number of

- occasions that our deployment decisions were being driven by manpower decisions,
Also the Secretary of Defense has requested that a broad manpower review be
undertaken within the NSC system. As we move toward a volunteer force and project

the Defense budget over the next few years, we fa.ce some crucial manpower issues,
This meeting is to define the is sues.

- {to Packard) You are ready to present your prehmmary conclusmns on the
questmn of manpower and overscas deployments. - .
; Mr. Packard: We are going to present the specific problem the Army faces. It is
the Army which has a problem; the other services are not dependent on the draft, The
relationships linking draft calls, the war in Southeast Asia, and the shortfall problem
~ can be brought into focus by looking at the situation the Army confronts, I am going
to ask Bill Brehm to present the briefing. ' :

(Mr. Brehm's briefing was based on a series of charts, “c:opies of which are a.ppen.ded )
to these minutes. Individual charts are referred to by number at appropriate places .
-in the minutes.) ' ‘ '

Mr, Brehm: We want to show what serious alternatives exist for combining various
deployments in Vietnam during FY 72 with different draft call levels during the next
few months. First, I want to point out certain ground rules and assumptions on which
our analysis is based. (Chart 1) Manpower procurement lead time is at least seven
months, This is an attempt to give the Selective Service at least two months lead
time and to provide five months for training., Lead time for carrying out manpower

~reductions is one to two months. In general, it is better to err on the high side in
planning manpower procurement, This increases options and protects against
uncertainty. For instance, there are variations in the num_bér of enlistments and in
the rate at which people get out of the Army. At present the latter rate is 55, 000
enhsted men per month, '

I'would like to describe the situation in Vietnam. (Chart 2) It brings out the
importance of lead time. When the Army was developing its FY 71 budget, we made
the assumption that Army strength would decrease in a straight line until June 1971,
-Shortly thereafter, in January [1970], the decision was made to hold Army strength
constant for an extended period of time, and this decision became the basis for our
current plan. Because of the lead time requirement, we could not bring people into

- .the Army to build up its strength. Nevertheless, we tried to implement the decision,

but we had to do so at the expense of other areas, The shortfall in Vietnam was
about 14, 000 in August [1970]; however, in October we made the planned level.
Shortfalls were the price we paid for not knowing soon enough that we were gomg to
‘have more men in Vietnam than we planned.

Dr. Kissinger: Would the shortfall have been greatér than shown if the Marines had
. been taken out earlier? I take it that the gap you descrmbe is in Army strength and not
Cin total strength
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Mr. Brehm: The Marine corps withdrawal schedule was taken into a.ccounf in our plan.

Mr, Packard: The Army did not have time to carry out manpower planning.

- Mr, Brehm: In Korea (Chart 3) the Army had planned to make withdrawals during the
three-month January-March 1971 period. That plan has changed, and Army strength
is now to be sustained longer. Because of the diversions to V1etnarn, we had a peak
shortfall in Korea of 10, 000 in August [1970].

To define apec1f1ca.11y what we mean by a shortfall, let me present some figures
for the 4th Armored Division in Europe (Chart 4), The current authorized manning
level is about 90% of full wartime strength. - However, current strength is even lower,
The shortfall is the difference between the author:zed manning level and the actual |
current strength.

Dr, Kissinger: Do the Europeans know this?

Mr Brehm: Idon't know. o o :

Mr. Pa.ckarc'l They probably do, but they have worse problems of their own.

Dr. Kissinger: Everybody trades off his own shortages, and nobody talks about those
of others, | - ' ‘ o

Mr, Irwin: What type of shortfall is involved?
-Mer. Brehm: It is mostly at the lowest level--the squads and platoons, The aggregate
shortfall [in August 1970] was 58, 000. (Chart 5) When we break down this shortfall,

we find that 24, 000 was in Korea and Vietnam, In any further manpower program,
we wouldn't want to put the shortfalls in Korea and Vietnam., Europe and CONUS would
have to bear the brunt. R

Let's see what has happened in Europe. (Chart 6) In August 1970, we had 10
tank crews per tank company instead of the 17 authorized under the TO&E. In the
artillery, there were 3.5 crews per battery versus 6 under the TO&E. As for hard
combat skills, we had 31, 000 personnel as compared to 38, 000 needed under the
authorized manning level., The shortfall is concentrated in these areas,

In October 1970 we were better off. (Chart 7),
Dr. Kissinger: Practically, wasn't it about the same? Rather than show a shortfall,

we were just redeploying faster., You were just reducing the ceiling so that you did.
not have a shortfall, ' : '

Mr. Packard: One!: 1mportant pomt is that it is the fellows on the front line who are
cut back . ‘ ‘

Mr. Schlesinger: The driving :Eorcé behind thes_e developments is lower draft calls?
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| Mr. Packard: Yes. We'll get to that later,

Mr., Brehm; We have three major variables (Chart 8)s vary'acce'ssidns, vary Army.
strength in Vietnam, or vary Army manpower shortage outside Vietnam.

Dr. Klssmger To my untutored mind, this amounts to a choice of increasing draft
calls, decreasing Army strength in Vletnam, or decreasmg Army strength outside
~Vietnam.,

~ Mr. Brehm: That's correct.

Mr, Irwin: Could you reduce the required strength?

Dr. Kissinger: That amounts to changing the target.

Mr, Schlesinger: How about varying the loss rate?

' Dr. Kissinger: The practical effect of the second and third options [of Chart 8] is to
change our overseas deployments. We decrease our strength in Vietnam and/or some
‘place else. We either lower the authorized level or just have a shortfall,

A

‘Mr. Brehm: That's right.

Let me point out some of the ground rules on which we operate. [These are set
forth in Chart 9]. The early release policy used to apply to those who had three
months or less to serve. However, most of these people have one month leave when
~ they get back, and it requires a couple of weeks to process them into a unit. Besides,
they are not well motivated,

It. Gen, Knowles: They have had their war.

Mr. Brehm: Hence, we changed our policy and now provide early release for those
with five months or less to serve. Many commanding officers are unhappy about this.
They want to let returnees out right away.

The assumption that there will be one additional enlistee for each additional draftee
may be shaky in the short run, Personally, I think it is questionable. As for the
assumption that there will be no enhancement of enlistments in the next eighteen months,
we have a program for stepping up enlistments, but it is still in the proposal stage.

Mr. Schlesinger: How sensitive are your final conclusions to that assumption?

Mr. Brehm: Not very. Any enhancement of enhstments would be deferred mto FY 72
or perhaps until the last quarter of FY 71, :

Mr, Kelley This also follows from the six to seven month 1ead time requirement,
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Mr. Brehm: The extent of DOD reliance on the draft is shown in the next chart.

" (Chart 10) The figures on draft-induced volunteers are based on an analys:xs of the
lottery sequence numbers of enlistees, :

Dr. Kissinger: It has been said that if all our combat forces were taken out of
Vietnam, we would only need to draft 50, 000 men per year to support our forces, Yet,
you are planning to spend $3,5 billion on an all-volunteer force, Is that because we
need to compensate for the losses [in draft-induced volunteers] of the other services if
the dra.ft 1s ended? '

Mr, Brehm: Perhaps,

Dr. K1s singer: That is a hell o:E a lot of money to sPend to a.vo:.d dra.fting 50 000 .
peo;de. , ‘ , . |

5 ‘Mr. Packard That must be a Wrong estimate.

Dr. Ki\ésinger: C:an” somebody find out?

‘Mr, Brehm: We have three draft-call options. [These are set forth in Chart 11].
The low option will involve draft calls of 10, 000 per month during January-June 1971.
The medium option requires 14, 000 per month during the same perwd and the high
optmn from 15, 000 to 17, 000 per month,

 Dr. Kissinger: Which option is our present program following?

«Mr. Brehm: That is what we are trying to determine,

Dr. Tucker: We haven't yet established the January draft call.

Mr. Brehm: We are three weeks behind in a.dv151ng Curtis Tarr of our requirements.
It is urgent to decide soon.

-
»

Our planning assumptions for Vietnam call for a decrea.se in Army strength from
203, 000 at the end of FY 71 to 115, 000 at the end of FY 72. (Charts 12 and 13) The
total DOD strength in Vietnam at the end of FY 71 will be 260, 000, The highest curve
[of Chart 13] shows the impact of maintaining a ceiling of 10, 000 per month on draft
calls, There will be a shortfall of 40-60, 000, We will continue to have the readiness
problems we have today, and we will have special difficulties in CONUS and Europe.
The two lower curves show the shortfalls under the medium and high draft call programs.”

Mr. Irwin: Is it a fair question to ask how this relates fé the bddget?

 Mr. Brehm: The swing [over the three ‘options] amounts to about $350 million for
”FY 2. ‘

 Mr, Packard: Today we are looking ‘at‘the; problem apar‘f from the budgét.
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‘Dr. Kissinger: That's right..

Mr, Packard: | This shoﬁs that with a 10, 000 per month ceilihg on draft calls, we will
be in serious trouble under the current 203-115 reduction plan,

- Mr, Kelley- Unless we take some a.ctlon that has impact towa.rd achmvelng Zero
 draft calls, ‘

Mr, Packard: There is not much that we are 11kely to be able to do on this durmg
the early permd

Dr. K:.ssmger. 'I'h1s 40,000 shortfall has to be dlstr:lbuted over Europe and CONUS?_‘_

Mr. Packard: Yes,

Mr. Schlesinger: Can we hit other than d1v151ona1 forces, for example, the brigades in
Alaska and the ones in Panama?

Mr. Brehm; There is not much gold to be mined there.

Let's go on to the other alternatives. One would be a 192-115 plan from end FY 71
to end FY 72, (Charts 14 and 15) B . .

Dr. Kissinger: That would make only a difference.of 10, 000 in the total shortfall?

Mr. Brehm: Yes. ;

-

The lowest progectwn is from 180, 000 at end FY 71 to 102,000 at end FY 72,
(Cha.rts 16 and 17)

-

Mr. Packard: This represents the optimum balance unless we are willing to increase
draft calls, If we adopt this plan and if we can also make progress in increasing the
number of volunteers, we would do fairly well. We could live with this, A 30,000
shortfall is no worse than what we have lived with before.

If we want to maintain our strength in Vietnam and keep the shortfall down, there
is no alternative but to go to higher draft calls-~up to 15, 000 per month.

Dr. Kissinger: If we cut back to 180 000 in Vietnam [at the end of FY 71], we will
still have a shortfall, ‘

Lt. Gen, Knowles: There will be 20, 000 fewer than the CINC says he requires.

Mr. Kelley: The time of maximum shortfall is the point at which we ought to be
making some progress on the all-volunteer force, As we go ahead, we should be able
to flatten out that [shortfall] curve. '

Mr.. Packard: These are all lower force levels than under the current plan.
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Dr, Kissinger: Can the situation in Vietnam be’ helped by keepmg the Marines thare""

Lt. Gen. Knowles: Accordmg to the Marine Corps Commandant he has a drast:.c
~personnel turbulence problem. The Marines do have a problem of repetitive tours
overseas, | o L

" Mr, Schlesinger: How high a draft c:a..ll would eliminate the shortti‘a.ll?

‘ Mr Packafd: 15, 000 per month.

1

‘ Mr. Schlesinger: With the 180—-120 option? i

Mr. Packard; If you went up to the 203- 115 optmn, the requ1red draft calls would go
up to 20, 000 per month. _

Dr. Kissinger: ‘The 203,',000 level is the preéent plan?

Mr. Packard: Yes. We wou].d have to go up to a 20, 000 per month draft call in .Ianua.ry
in order to eliminate any shortfa,ll

Mr, Brehm: The hump [in the shortfall curve] relates to the fact that our training base
is limited. We could put more people in if we changed that as sumption,

There are two other variations, One would be 1f the President decided to hold our
~ strength in Vietnam constant for a period after the beginning of FY 72, (Charts 18
and 19) If Army strength were maintained for three months then there ‘would be very
-steep splkes in the shortfall curve, ‘ Co ‘

Dr. Kissinger: If there was an offensive any time during these periods [of peak
~shortfall], we would be in the position of having to mthdra.w while the offenswe was
gomg on,

Mr. Packard: Yes.

- Mr, Flanigan: We could put most of the shortfall in the United'Sta‘l:g_gs:;

Lt. Gen, Knowles: We need to maintain a trainmg base m the US,

" Mz, Irwin: What is it practicable to reduce in the Us?

' Lt. Gen, Knowles: I don't think you can cut much. We need the training base,

- Mr, Irwin: Then substantially all of the cuts will come out of Europe in FY 72,

Mr, Packard: We are just down to bare bones as far as strategic reserve is concerned,

. Dr. Kissinger: Remember what we were up against in the Jordan crisis,
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Mr. Packard; The problem is not the budget but the draft. Even if we get.all the
_money we are asking for, we couldn't do what is required. :

‘Dr. Kissinger: Whaf créates the c'lra.ft problem?

Mr. Flanigan: It's a 11tt1e. bit of a political problem. Having kept calls at the present
low level for a whzle, it is difficult to raise them.

Mr. Packard: What has been the recent_draft call level?

' Mr. Pepitone: Around 1‘0,,000 pér month.

Mr. Packard: There is a political quest:.on whether we can indeed raise calls over
10, 000 per month, o

Mr. Brehm: In August 1970 an announcement was made on this. We advertised the
calls as less than 10, 000 per month,

Mr. Packard: If we go up to 15, 000 we might generate a political problem.

Mr. Irwin: It is a chome of which p011t1ca.1 problem to fa.ce ~- the one here or in Europe.

Mr. Schlesinger: What would it cost to extend the tour of duty in Vietnam?

Mr, Flanigan: That would help in Vietnam, but not here.

~1t, Gen., Knowles: Changing the length of t‘qﬁr- for men who are é.l;;ea.dy* over there
would hurt morale. : ' : ,

-t

Dr. Tucker: It would be hard to do unless there were an enemy offensive,

Mr. Packard: One poss1b111ty would be to change the policy of early release for those
with less than five months to serve,

Mr. Brehm: That adds warm bodies.

.. Mr. Kelley: The high potential shortfalls indicate we ought to get on with the volunteer
force.

Dr. Kissinger:; What is holding it up?

. Mr. Packard: Nothing except our own planning.

Dr. Kissinger: It is not a budgetary problem?

N Mr. Packard: ‘It is entirely in our [DOD's] hands. We have a number of things under
way. ‘ | _ _
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1 Mr., Kelle ey Our judgment on draft calls shouldn't be based on the expectatmn tha.t
- the [shortfall] curve will be as high as shown in this chart.

Mr. Brehm It is dangerous to quant1fy thls I‘think that any shortfall above 30, 000
“is serious, - o

Mr. Pavckard: We need some black ma"g_ic.

Dr. Kissinger: Like what?

- Mr. Packard: A big boost in enlistmehts.'

Mr, Irwin: If you increase draft calls, increased énlistments will result,

‘Mr. Brehm: There is a second 'hold! option [involving maintaining Army strength in |
Vietnam constant for three months after January 1972]. (Charts 20 and 21.) '

Dr. Kissinger: Where do the [shortfall] peaks come from? .

Mr, Brehm: They are the result of holding Army strength constant in early 1972.

Dr, Kissinger: The shortfalls are actually worse in combat units, They are as high
as 45% among tank and artillery crews, on the basis of what you showed us abOut the
sxtua.t:.on in Europe. :

Mr, Packard: A one-month extension in Vletna.m would give us 18, 000 people to apply
agamst the shortfall. :

Mr. Brehm: Let me show a wrap-up chart. We don't want to seem presumptious,

but this gives the conclusions that can be drawn from the data we have presented.
(Charts 23 and 24) If the President wishes to retain the current withdrawal plan in

~ Vietnam, he must either accept sustained shortfalls in other areas of over 50, 000,
agree to draft call levels of over 15, 000 per month during the first half of 1971, or
agree to changes in established personnel policies, such as the twelve-month tour in
Vietnam, If the President wishes to limit draft calls to about 10, 000 per month, then
he must either reduce Army strength in Vietnam below currently planned deployments,
accept sustamed shortfalls in other areas, or agree to changes in established personnel
policies,

Dr, Kissinger: . This shows what we have got to face, We can distribute the material
contained in the br1e£mg to this group. ' '

Mr., Brehm: We have to decide whether we want to retain the original 203-115
Vietnam withdrawa.l plan or to limit draft calls to 10, 00 per month.

Dr, Kissinger: Wha.t happens if we go to a 1eve1 of 193, 000 in V1etnam? We would
st:.ll have shortages. :
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" "Mr, Brehm; That's‘ right. The alternatives I cited are the extremes., Y

Mr. Packard; Remember tha.t in the brlefmg we did not take mto account the Air
Force, Navy, and Marines, As long as we have draft calls, we can proceed on the
-assumption that these services can continue to be manned with volunteers. However,
this does not address the long-range situation, ‘

| |

Dr, Kissinger: This briefing answered about all of the questions I had expected to
ask. However, I would like to know about the shortfalls in the next few months.

‘Mr. Brehm;: In gross terms we will come out about even in December [1970]. ‘There .
will be localized shortfalls because of shortages of specialized skills, -

Dr. Kissinger: What about the following six months?

‘Mr. Brehm: There will be a peak shortfall of about 35, 000 in March.

- Dr, Kissinger; There are two problems to be put before this group. One is the
impact of manpower policies on deployments. The other has to do with the broader
question of what our manpower policies should be, Secretary Laird has written me
to suggest an NSC study of the latter problem. However, we can't address it without
some staffing, and I propose to create a working group to undertake this. We would
then come back to the DPRC and then go to the NSC.

It is obv1ous from today"s briefing that we have been operating on two totally
inconsistent tracks, On the one hand we have the Presidential directive that there
' “are to be no further withdrawals from Europe, Vietnam, or Korea beyond those he
has approved for FY 71. On the other hand we have manpower policies that force
the President to make changes which make it impossible to carry out planned
deployments, The President has to address this problem immediately. We should
take into account any alleviating features, such as progress on the all-volunteer army,

Within a very brief per1od of time we should present the President wzth a summary
of this briefing, with your [Brehm's] conclusions, which seem to me unchallengeable,
We should also point out that Korea is in poor condition for any further reductions

' because of the political impact these would have on Korea. Further cutbacks also run
counter to the conclusions of the NSC meeting last Thursday [November 19, on NATO
strategy and forces]

Even as the manpower situation stands, it gives us no latitude, We can continue
withdrawals from Vietnam in the face of an offensive or undertake a drastic drawdown
in Europe. Therefore, if you agree, we will submit this briefing to the President. The
most elementary decision he has to make is whether to reduce draft calls or go below
the established withdrawal program One of them has to go. If we go below the planned
withdrawal level, we run into the CINC's conclusion that this would mean Jeopard1z1ng
- the military situation a,nd the Vietnamization program,

Mr. Irwin: There is another question it might be worth mvest:gatmg, and tha.t is how
th:.s all relates to the budget.
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Dr. Kissinger: That is noiproblem.' The Budget relates to the 203, 000 level,

Mr,. Packard: Essent:.a.lly it does although there may be some f.’lex:tbﬂ:.ty. The point
is that the budget is not controlling. There are several things that might be done.
The decision should be made on the basis of the dlscussmn here,

As for the all-volunteer program, the best that we can achieve on that will result
in only a ma,rgi;na.l savin_g.

Dr. Kissinger; At least for FY 72,

Mr. Packard: For CY 71and FY 72, It will give us some margin of safety.

Mr. Flanigan: W1th regard to FY 72 and the All-Volunteer Force, we want to make sure
it is clear by the end of that period that the program is leading to success, We don't
want to limit the enthusiasm for the All-Volunteer Force. ‘ ‘

Mr. Packard: We are moving ahead, We have a firm commitment from the Army to
put it on the front burner.

Dr. Kissinger: As I imderstand-the briefing, the shbftfall in combat effectiveness is
even worse than the overall shortfall, This undercuts the NSC decision on Europe and
the appeal we want to make to our Alhes. - :

Mr,. Johnson: That is an important point.

i

~-Mr. Schlesinger: Remember that combat personnel are made up of draftees,
Everyone who fights is dra.fted

Mr. Flanigan: The situation can be alleviated by _changin'é the policy on letting
returning Vietnam veterans out of the Army after five months. - This might affect that
draft profile. We would not have such a sharp sweep upward in early 1971,

‘Mr. Schlesinger: The problem is that we have arrears that have to be made up.

Mr, Flanigan: That is a big percentage increase if you look at the politics of it.

- Dr, Tucker: We generally have low dra.ft calls at the end of the year, followed by a
surge at the start fo the following year. This is the estabhshed pattern.

Dr. Kissinger: We have to have that memorandum for the President done this week.
The facts are obvious. This has been one of the most uncontroversial, if depressing,
meetings I have ever attended, Th:.s is one case where the facts rea.lly do speak for
‘themselves,

We will need to elaborate a little on what they mean in a few cases when presenting

this to the President. We should particularly explain about the impact on combat
. effectiveness and the possible effect if there is an enemy offensive in Vietnam.,
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" To handle the long-term aspects, we will get the Working Group going.

This could affect NATO, Korea, and our whole basic defense policy. It will
determine whether our policy is to be driven by draft calls.

Mr. Schlesinger: (to Brehm) What is your assumption as to Army loss rates?

Mr., Brehm: 45.50,000 per “month..

Mr, Schlesinger; That is more than the previous figure. It shows the volatility of |
the loss rate. This affects the basic draft calls although it doesn't change the basic
con¢lusion, :

- Dr. Kissinger: (to Packard) I have been pressing you for a long tlme to give us
- options, and the first time you do, I don't like them.
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